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Scenarios are a part of strategic
thinking & strategic planning
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Scenarios meet Strategy

e \We always base a strategy on a scenario (= view of the world and
how it develops), implicit or explicit

e Try out many different axises before final choice, because you need
to find out what inputs matter in your process

e |t's a creative process, not an engineering process

e Good scenariois a mental vehicle to the future
> because it is a good story
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Co-creative Foresight

Foresight helps us to reveal on alternative futures instead of just the
obvious one and to build strategies that navigate those futures
successfully.

Foresight forces us to take a holistic and systemic perspective, to study
interactions within a possible future.

It makes us to realize that every possible future is created by the
decisions we make now.

Demos Helsinki combines foresight with participatory co-creation to create
shared understanding and ownership on the future, and capabilities for
strategic thinking.
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Analysis and action

Value of scenario analysis typically comes from applying scenarios to
specific contexts, which include

1. Complexity
2. Need concrete decisions that impact the future
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Benefits of scenarios

But these scenarios and anticipations are often implicit, tacit and not
mutually shared, are based only on one “scenario” or on background
analysis on different fields the linkages of which are not studied.

Explicit scenarios makes tacit knowledge explicit and shared,
and creates alternative futures to base decision-making on.
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Benefits of scenarios

Explicit scenarios makes tacit knowledge explicit and shared, and
creates alternative futures to base decision-making on.

Co-creative foresight

offers platform for shared sense-making of the world and the future
supports strategic thinking and decision-making in organisation
enhances creative thinking in strategy process

helps avoid single-minded predictions

prepares organization for the future and surprises
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Concrete outcomes from scenarios for
strategy work

Naming strategic alternatives

ldentifying what strategic decisions need/can be done and when
ldentifying alternative desirable outcomes from strategy
|dentifying strategic actors/ partners

Legitimizing current operations and their importance or value

Empowering participants
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Co-creative & Experimental Futures Process
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Some strategy methodologiesfosystems

3 horizons analysis
McKinsey 7S

Scenario planning BCG matrix

PESTEL

S-curve Value Net

Path dependencies
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Two typical uses for scenarios

1. BUILD: Using scenarios as a form of information,
taking different scenarios and building a strategy that
navigates these alternative futures.

2. TEST: Future-proofing the strategy, to evaluate how
the strategy we have works in future changes and
transformations
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STRATEGIC PLANNING VS.

STRATEGIC
THINKING




Strategic planning isn’t
strategic thinking.
One is analysis, and the other is
synthesis.

— Henry Mintzberg,


https://hbr.org/1994/01/the-fall-and-rise-of-strategic-planning
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- When orgamsat/ons understand the d/fference between p/ann/ng ana f ‘

N

trategic thinking, they can get back tofi PR 4

. (both the soft insights from personal experiences and the exper/encés
of others throughout the ¢ > organization and the hard data from morket

—
. research and the like) and then



https://hbr.org/1994/01/the-fall-and-rise-of-strategic-planning
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https://hbr.org/1994/01/the-fall-and-rise-of-strategic-planning

Planning has always been about analysis — about breaking down a
goal or set of intentions into steps, formalizing those steps so that they
can be implemented, and articulating the anticipated consequences or
results of each step.

Strategic thinking is about synthesis. It involves intuition and
creativity. The outcome of strategic thinking is an integrated
perspective of the organisation, a not-too-precisely articulated vision of
direction.

Such strategies must be free to appear at any time and at any place in
the organization, typically through messy processes of informal learning
that must necessarily be carried out by people at various levels who are
deeply involved with the specific issues at hand.

DEMOYY Mjnzberg, HBR, 1994 EMOS
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https://hbr.org/1994/01/the-fall-and-rise-of-strategic-planning

Formal planning, by its very analytical nature, has been and
always will be dependent on the preservation and rearrangement
of established categories.

But real strategic change requires not merely rearranging the
established categories, but inventing new ones.

There is a need to loosen up the process of strategy making rather
than trying to seal it off by arbitrary formalization.

— Henry Minzberg, HBR, 1994



https://hbr.org/1994/01/the-fall-and-rise-of-strategic-planning

SO,
WHAT IS (YOUR)
STRATEGY?




What is strategy?

Mintzberag:

Strategy as a plan = how we would like it to go?
Strategy as a pattern = how we explain what happened?

Strategy as a position = how are our “products” in relation to others'?
o Prominent name e.g. Michael Porter with Five Force's model who
later co-introduced Shared Value framework

Strategy as a perspective = what is wanted to achieve?
Strategy as a ploy = how we maneuver against our opponents?

DEMOS EMOS
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10 Schools of
Strategy

DEMOS
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Prescriptive:

o Design —a process of conception

o Planning —a formal process

o Positioning —an analytical process
Description — Emergent:

o Learning —an emergent process

o Power — a process of negotiation

o Cultural —a collective process
Individual focus:

o Entrepreneurial —a visionary process

o Cognitive —a mental process
External focus:

o Environmental — a reactive process
Transformative:

o Configuration —a process of

transformation

EMOS

: : EFFECT
Source: Minzberg: Strategy Safari



10 Schools of
Strategy

How do you see your
strategy process is
now??

What do you think it
should be about?

DEMOS
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Prescriptive:

o Design —a process of conception

o Planning —a formal process

o Positioning —an analytical process
Description — Emergent:

o Learning —an emergent process

o Power — a process of negotiation

o Cultural —a collective process
Individual focus:

o Entrepreneurial —a visionary process

o Cognitive —a mental process
External focus:

o Environmental — a reactive process
Transformative:

o Configuration —a process of

transformation
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Completely
emergent strategy
VS.
fully controlled one??
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Two approaches to strategy

Michael Porter (1996): Peter Drucker:
e Recognize ideal competitive e \What is the mission?
position e \What kind of structure support
e Adopt all best practices the mission?
e Outsource and partner e \What resources are needed?
e Focuson coreand keysuccess o Measure and iterate.
factors

e Adaptto changing conditions
“Strategy is about the decisions we
make today about a future that is
inherently uncertain.”

DEMOS EMOS
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https://hbr.org/1996/11/what-is-strategy

The Theory of the Business

According to Peter Drucker, the theory of the business has three parts:
First, there are assumptions about the environment of the organization.

Second, there are assumptions about the specific mission of the
organization.

Third, there are assumptions about the core competencies needed to
accomplish the organization’s mission.

DEMOS EMOS
HELSINK EFFECT



Emerging vs planning:

If your region is successful, but you have
done something completely different
than in your written strategy, do you

consider you have succeeded?

DEMOS EMOS
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A piece of advice:

We should always first define what we
actually want to do through our strategy
process and what to address in our
strategy.
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SO...

Can we think that the actual impactisin
broadening strategic thinking from
prescriptive models?
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Some strategies
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Goals of a strategy process

Recognize alternative future worlds

Think what could change the market radically

Evaluate the requirements set to our organisation by different alternatives
Think how we can expand our operations to new areas

Find insight how we have competitive advantage

Define what capabilities we need in long-term

N o o s~ b -

Be bale to make choices

DEMOS EMOS
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Vision

Strategic
targets

Key
success
factors

Strategic
actions
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We help our customers to
live more sustainable lives

Sustainability and it’s customer benefits are Investors prefer has a significant role in societal discussion
drivers for customer preference (B2B and B2C) notably sustainable investment. through recognized leadership in responsibility

Continuous work and
development based ) i .
on gur, responsibility Placing customer FOCU? b stre-nte.glca”y Ensuring solid position BUIIdIng.'wit“mblg‘ Active responsibility
benefits in the heart differentiating falinn actions.on communication with
of our responsibility responsibility themes i ability indi rartnerships, all stakeholders
S craedl g sustainability indices and networks,

programme
(environmental,

societal and economical
responsibility)

New strategic and differentiating themes and actions (DRAFT):
1. Leadership in Responsibility Actions, 2. Communal Responsibility 3. Return of Data to Customers and Society, 4. Equal Opportunities - Diversity and Inclusion

Building an operating model that enables customers to become sustainability change agents -
helping our customers live more sustainable, responsible, healthier and smarter lives

Communication plan and approach update: messages, actions, stakeholders, resources and metrics

EMOS
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University of Eastern Finland

INTERDISCIPLINARY
SOLUTIONS

4 = m 19

strateqia.uef fi/

Ageing, Learning in Cultural encounters, Environmental
global lifestyles a digitised mobilities change and sufficiency
and health society and borders of natural resources
challenges
HEALTHLIFE DIGILEARN CULTCHANGE SUSTENVIRON

Multidisciplinary, renewal-driven
and international research

o’0 fii ii )

Open science Strategic outlines A student-centred n encouraging An internationally
creates impact and goals university i ity r ised university

ﬁﬁ
DEMOS Implementers EMOS

f the strat
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staff | students | partners
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https://strategia.uef.fi/

Example with Tanzanian Government

POLICY RECOMMENDATIONS BASED ON
THE SCENARIOS

Education

Human development. The Ministry
of Natural Resources and Tourisen should
ko

Energy portfolio

Investment in solar panel
E

ICT

Centrall There

Othel

d of

forestry and forestry products

abling investment in

solar pancl with a special

the valu chain pf forestry prodects

Provision of skills. The Ministry of Natural
Resoarces and Tourism should promote
forestry knowledge 1o SME's aod rural
individuals by increasiag the number of

ions and programmes offeriag forestry

Land use plans are digitaizeg E2ch ilage has a land use plan
andcpany scosstlo nplce.

SCENARIO TIMELINES 2017-2035

agreementon ndgenous
in 2024

IEducation in renewable . Revise
kurricula for all cducatiooal levels (focus on
inst level) on renewable energies

¢ skills,

| S

o

| icsasd mberof comparies |

inowedge.

within the county

Increased pubic awareness on te bensfis

Chesp solar panel parts
manufachured in Tanzariain enable acces o finance by
225, SUES.

| S—

Al vilages are connected wit (T faiiies,

administraton and mans

The
Giants

ishedinof
agement Souther highlands (60 000a) thic households

and most of them have foestplantations.

| product marketing

[ tare rained

Tarzanian papes a groatbrand and 2
taka zone (80000 ha) formain atabases I .
Stitclimatecontrct s T r s ke ot vl
ic7 Tanzania
astics inciod solr,wind, geohrml,
fomireegrowing 0enc-  apons & ocal ambassadrs for  and vilages | sustainabloogasand bomass energy

e

focus oa pancl parts for repair

Incentives for solar equipment. Creste
incentives and financing machanisens for
compmunities for use of solar equipmeat.

information can be accessed. The rescarch and
raising instsutions own a wide range of information
that is nok being used by cotreprenears and other
stakebolders in improviag productivity of the sectoe.
The govemment should create a forestry information
center for this informaticn.

Last mile connectivity, Curreatly, there are very few
Institutioes, industrics and individuals in the
community who are coanected 1o the Natioaal ICT
beoadband. The governameat shoald subsidize the last

e comnectivity cost asd femove aay related taxes 1o
KCT equipment and material

R

Monitoring
pulp and paper. Establish a monisoriag
mechanism for the demsand of palp and paper,
because the lobal demand for papes might
drop significansly becawse of digialization

Ensuring private ownership of land.
Pushing and implemeating legislation on
privatizing and establishing private
ownership of lands.

Identify indicators on the realization of
different scenario alternatives. Build
indicators that can be monitored in order 0
understand, whetber some aspects of the
scenarios willrealize. This will help in

train ambassadoes, who are responsible oa the
regional level on gathering data and training relevast
stakeholders o0 supplying and using forestry data.

Forestry incubator. Establish a forestry incubator,
which will be integrated with ICT facility in order to
ensure buikding of forestry data systems and its
applications.

reacting o0 possi

| Governmentinvests i troad band opical ‘

sources of energy

The Government alocsies fibre up o vilageevel o
min.1%0lGDPinthe  Forestrelaed compariessatlo r
oot o1 puase sebvr o s pende o ammg Ll sk onirtons
aony
and SVESfo business peratons. 2
dly operatoal
| | | S
| ‘ | )
Fistlarge Tanzanian sor
plant assem
techncloges competve wihcier govemment

www.demoshelsinki.fi/en/julkaisut/tanzict-fo

resight-as-a-complementary-approach-to-pl
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http://www.demoshelsinki.fi/en/julkaisut/tanzict-foresight-as-a-complementary-approach-to-planning/
http://www.demoshelsinki.fi/en/julkaisut/tanzict-foresight-as-a-complementary-approach-to-planning/
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In other words - strategy can bring?

Sets direction Steers structure

Focus actions Creates consistency
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Foresight is (not)

INn our Mind, foresight goes easily together with the
planning paradigm, as methods through which we

find the right answers we then implement.

But foresight is not an engineering process. Strategy
IS NOt an engineering process.

DEMOS EMOS
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INn Making strateqgy, you take all the
Information and insight you have, you
think and you make decisions.

You follow up, keep your eyes and ears
open, think, change the course, learn,
och sa vidare.



Varfor vi har strategi:

Att kunna valja

Att Kunna resurs satta

Tydlig prioritet och riktning

Del av malbild: scenario-vision-strategi
Underlag for utvardera vision
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